Patron-driven acquisition (PDA) is a library service that allows users to discover books in electronic and print formats that are not owned by the library and initiate their purchase for the collection. PDA is an increasingly common component of collection development practice in the research libraries at U.S. universities. This report provides a brief overview of the evolution of the PDA model, its implementation in U.S. academic libraries, and the implications of PDA for library collections and access to scholarly information.
Introduction
In the past year or so, "patron-driven acquisition" (PDA) has increasingly become a focal theme at gatherings of academic librarians in the United States. "Patron-Driven Acquisitions in Academic Libraries: Maximizing Technology to Minimize Risk" was the topic of a full-day preconference session at the American Library Association's annual conference in June 2011; "patron-driven" dominated the agenda of the annual Charleston Conference on Issues in Book and Serial Acquisition in 2010, and the 2011 program promises a great deal more discussion of the trend (Charleston is the main national conference devoted to library collection development). Patron-driven acquisition is not entirely new, but most U.S. academic libraries that are making use of the current PDA models began their programs since 2009. 2 At most libraries, adoption began on an experimental basis and we have only recently begun to see the results of these experiments synthesized in published form. More ambitious research into patron-driven approaches and their long-term implications for library collections and access to scholarly information is only just beginning. Already, however, PDA has come to play a significant role in the daily collection development practice of many U.S. research libraries and there are strong indications that it is becoming an established model. It seems that "patron-driven" is making its appearance on the German library scene, 3 as well, so a review of recent U.S. developments may provide a useful account of the opportunities and problems that PDA can present.
What is patron-driven acquisition?
As the term suggests, "patron-driven acquisition" -also called "demand-driven," "user-driven," or "patron-initiated" acquisition -is a service in which the selection of content for the library collection is placed directly in the hands of library users. Usually, the term refers to a library service that allows users to discover books in the OPAC that are 1 See Program, 2010 not owned by the library and, with minimal mediation by librarians, to trigger their purchase for the collection, using library funds. In a typical patron-driven plan, a book vendor makes the MARC records for books matching an agreed profile available to a library to load into its catalog, where they can be discovered by users -before the books have been purchased. Typically, these are eBook records, although, as I describe below, there are patron-driven acquisition models for print books as well. Users link directly from the catalog record to the eBook content and can explore it without limitation. The cost of the eBook is charged to the library only at the point where the user crosses a threshold of use specified in the library's agreement with the PDA vendor. Usually, a certain number of pages can be viewed before purchase is automatically triggered. Some PDA agreements allow free use of a book's front matter (title page, table of contents, etc.) and back matter (index, bibliography) and only count page views within the body of the work toward initiating a purchase. In some PDA arrangements, one user can consult an unlimited number of pages within an eBook for free in one session; opening the eBook in a second session triggers the sale. To control costs, a library's agreement with a PDA vendor will include some kind of spending cap, or there might be a pre-payment arrangement. Some agreements commit the library to spend up to a targeted minimum. Key to most PDA eBook plans is that the user is unaware that use of the resource is triggering a purchase; progress from discovery to access is seamless, as if the eBook already belonged to the library collection. The major PDA vendors that aggregate English-language eBooks from multiple publishers are: Ebook Library (EBL), Ebrary (owned by ProQuest), EBSCO (which recently acquired NetLibrary's eBook content), and MyiLibrary (owned by Coutts). Some large publishers that have their own eBook platforms also offer PDA options (Elsevier, DeGruyter, Springer). 4 The different vendors offer different terms. The University of California, Irvine has made public a detailed checklist of features and terms that can be used in evaluating and comparing PDA offerings. 
Motivations and antecedents
The institutional context for PDA's rapid growth in U.S. academic libraries is plain enough: in a time of economic crisis, libraries are keen to demonstrate a quantifiable "return on 4 Jason Price writes about the differences between aggregator-based and publisher-based PDA. While publisher-based platforms lack some of the functionality that multi-publisher aggregators can offer, e-books purchased directly from the publisher and hosted on the publisher's site are typically unencumbered by digital rights management controls that limit downloading, simultaneous uses, etc. investment" from their expenditure of university funds on collections. In this climate of scarcity, there is a growing emphasis on measuring the use of library collections and justifying new purchases accordingly. 6 Already in the decade preceding the global economic crisis, however, libraries were reorienting their approach to collections, focusing increasingly on providing access to research materials in response to immediate need, rather than pursuing comprehensive collections in anticipation of future research needs. This is a major strategic change for research libraries, characterized (with terms borrowed from the manufacturing sector) as a shift from "just-in-case" to "just-in-time" collection development. The PDA business model is a literal realisation of the "just-in-time" approach, as Rick Anderson (Associate Dean for Scholarly Resources and Collections at the University of Utah) makes clear:
"
Thirty years ago it was easy to justify buying a book just in case someone might want it in the future -but what is our justification for doing so now? The purpose of a collection is not to be a wonderful collection; the purpose of a collection is to meet the information needs of library users. If it is now possible to meet those needs by means other than traditional collection-building (perhaps by means of patron-driven, just-in-time acquisition), and if budget cuts increase the opportunity cost of every dollar spent on a book, then don't we have a professional duty to explore those other means?" 7
Anderson is an articulate and high-profile proponent of the use of PDA in research library collection development and his articles and presentations on the subject are well worth reading. 8 While PDA may be a prominent topic of the hour in collection development discussions, the patron-driven eBook plan was actually introduced on the U.S. library market more than ten years ago: NetLibrary, one of the early eBook suppliers to libraries, launched a patron-driven model in 1998. While many academic libraries signed on to NetLibrary's patron-driven program, there was not an enthusiastic embrace of the PDA model at the time. This was due, in part, to issues beyond the patron-driven model per se, such 6 What exactly constitutes "use" of the collection and how to interpret patterns of use turn out to be rather complex issues. Cornell University Library recently undertook a detailed study of the use of its print monograph collection and attempted to work through these questi- as the still limited availability of current eBook content, and cumbersome constraints on printing and other uses of NetLibrary's eBooks. But also the patron-driven purchase model itself, as it was originally introduced, was generally not found to be favorable to libraries. In the beginning, libraries were charged the second time an eBook was accessed, regardless of the extent to which the book was used -two superficial glances at the content would trigger a purchase. 9 On the basis of these initial experiences, libraries have demanded better PDA terms and patron-driven eBook purchases today are much more likely to reflect significant use of the content.
Today's patron-driven acquisition plans have other antecedents. Most U.S. academic libraries have relied heavily on approval plans in collection development since the 1960s; many of the books we acquire are selected by external vendors according to criteria (publisher, subject, language, content level, price, etc.) set by the libraries and supplied "automatically." In many cases, libraries have adapted their existing approval plan profiles to create PDA plans and are working with trusted approval plan vendors to load catalog records for patron discovery and to fulfill the resulting PDA orders. YBP Library Services, for many years a major supplier of English-language books to U.S. academic libraries, partners with both EBL and Ebrary for multi-publisher eBook sales. The British vendor Coutts likewise supplies print books to U.S. academic libraries and has its own multi-publisher eBook platform, MyiLibrary. Both can create tailored PDA plans that complement a library's approval plans and other acquisitions methods.
Another form of on-demand book acquisition emerged in U.S. academic libraries in the early 2000s, namely the practice of purchasing, rather than borrowing, books that patrons request on interlibrary loan. 10 Libraries that have adopted this method typically draw up a set of criteria (publication date, price, content level, etc.) and if the requested item matches the profile, it is purchased directly by the interlibrary loan department, without the need for review by a collection development librarian. In many cases, the cost of purchasing and processing the book is less than or about equal to the cost of an interlibrary loan transaction. Such "buy not borrow" programs are often discussed as a variant of PDA. A 2010 special issue on patron-driven acquisition in the journal Collection Management includes articles on PDA in the strict sense (in which the patron triggers a purchase by using an item found in the library catalog), as well as on-demand purchases based on interlibrary loan requests. It should be said that patron-driven models also reintroduce aspects of an earlier model of academic library collection building, one in which the university teaching faculty were primarily responsible for selecting materials for the library. This was common practice in U.S. libraries before a dramatic expansion of scholarly production in the 1960s led to much larger research collections and the professionalisation of collection development by librarians with subject expertise to build and maintain them. Patron-driven acquisitions -and "just in time" collection building more broadly -suggest a fundamental shift in the role of collection development expertise in the academic library. approval plan to a PDA plan for both print and electronic monographs. The PDA plan is limited to English-language books in the physical sciences and engineering; it is modeled on Cornell's approval profile with YBP for books in these fields, but now, instead of acquiring these books as a matter of course upon publication (from publishers such as Cambridge University Press, Elsevier, Wiley, Oxford University Press, Routledge, University of Chicago Press, De Gruyter, and Princeton University Press), we load MARC records into the catalog for potential purchase via PDA. Cornell purchases its PDA eBooks via MyiLibrary. Because there are sometimes long lags between publication of the print edition of a book and subsequent release of the electronic version, potentially creating unacceptable delays for researchers, Cornell supplements the PDA eBook plan with a patron-driven print plan with Coutts (the parent company of MyiLibrary). As with the PDA eBook plan, MARC records for print books matching the profile for physical sciences and engineering are loaded into the library's online catalog for patron discovery. Of course, unlike with PDA eBooks, access to these books is not immediate; a note in the catalog record informs patrons that the library does not own the book, but that it can be ordered on demand. The user completes a simple form and an order is created in the library's acquisitions system, without further mediation. These patron orders have a "rush" status and we strive to get the book into the patron's hands in a matter of days. Records for print books that not been purchased are replaced with records for the electronic versions as soon as these become available.
The Cornell PDA plan covers a significant percentage of our book acquisitions in the physical sciences and engineering. While the plan is still relatively new, it has advanced beyond the trial stage. Cornell's level of selective, but substantive engagement with patron-driven acquisition models is probably typical of the largest U.S. research libraries. At least one of the large ARL libraries reported a much more radical move in the direction of PDA this year, however. The University of Arizona announced that the library is in the process of transitioning "most purchases of new English language monographs to patron initiated acquisitions." The library has drastically reduced the size of the approval plan through which these books were formerly acquired and now expects to receive only about 7 % of the previous annual volume of English-language books on a prospective basis; the rest will be covered by print and eBook PDA plans. 15 The University of Texas has relied, whenever possible, on PDA instead of prospective acquisition via approval plans for some years. 16 The PDA situation is developing so rapidly that an upto-date overview it is difficult to achieve. A detailed survey of the patron-driven acquisition practices in the 60 member In 2009, a relatively early retrospective study, conducted at the Claremont Colleges Library, compared subject coverage and usage of eBooks acquired via PDA and those preselected by librarians on the same EBL platform, analyzing data from five (anonymous) academic libraries. 18 One commonly expressed concern about PDA is that its widespread use would result in collections that are "esoteric and idiosyncratic rather than systematic and balanced." 19 The Claremont study showed that over a four-year period (eBooks acquired 2006 to 2009), subject coverage, as measured by Library of Congress subject classification, was about the same for PDA eBook purchases and for eBooks selected by librarians. Furthermore, purchases via PDA were used, on average, two times more often than the eBooks selected by librarians and had, on average, almost two times the number of unique users each year. 20 The University of Iowa Libraries have recently completed a thorough analysis of their pilot PDA program (with YBP and Ebrary), looking at twelve months of cost, usage, subject, and publisher data for PDA eBooks. As in the Claremont study, subject coverage of the PDA selections is broad and usage is high, particularly relative to print books in the collection. 21 tice series. 22 Contributors represent the perspectives of U.S. libraries and PDA vendors.
As PDA models mature and we begin to learn more about the effect of PDA practices on library collections over time, libraries will need to contend with PDA's impact on the wider information landscape. David Magier (Princeton University) voices a concern of many that the focus, implicit in PDA, on satisfying the short-term needs of researchers ultimately ignores what Magier calls "the long tail of need," that is, the research library's traditional obligation to collect today's literature for the benefit of future users. Magier fears that, as more libraries rely heavily on patron-driven approaches over time, the few largest libraries that continue to collect with the "long tail" in mind will be overburdened by research needs that cannot be met elsewhere. 23 The prospect of a pervasive shift to PDA in academic libraries also creates unease about the future of the specialized scholarly monograph, already at risk due to shrinking sales. Many commentators have noted what Michael LevineClark (University of Denver, Penrose Library) calls "the major worry" about PDA: "if libraries move en masse to a demand-driven acquisition model, what will be the impact on scholarly publishing? Can monographs on narrow subjects still be published if no library will purchase them at the time of publication? What might be the impact on publishing, on tenure and promotion, and on scholarship in general, especially in the humanities?" 24 A new research study based at the Johns Hopkins University Press with participation by Cornell University Library is investigating libraries' adoption of PDA models and its impact on book publishers, university presses in particular. 25 Results are expected in late 2012. Patron-driven acquisition would seem to hold a great deal of promise for academic libraries as they strive to provide access to an expanding universe of scholarly information at a time of constrained budgets. The PDA model has been fairly widely tested in the U.S. research library context and has, up to now, proven robust, at least as a supplement to traditional collection building. Significant questions remain, however, regarding the role of PDA in a system of scholarly communication that is sustainable for the long-term.
